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Tm£i Epical Becs|)ectives: I^&actecship SUbscaX^ f^lied to Si&jcation . 

Bif: Sliefcy K. Gable and Larcy L. fCavich, Department of Bducational 
Psychology and FoureSations, University of Nbrthem Iowa 

It is the task herein to bri^ the relationships between leadership theory 

and ethical perspective to help deteraine if chsiging le«Ktership theories in 

edu2;:ation reflect existing leadership performance sii&iscil^ for describing 

educaticmal adrainistratioai. SUch c^»^ideration^can .g^ierally be used to 

predict leadership behavior with the assist^ics of an ediK^tional instcument 

such as the LBDQ, Porra XII (Leadership Behavi^ Description (Xi^tionnaire) with 

tvelve leadership siAiscales. (l^ie Ohio Stite University, Bureau of Business 

Hesearchf l-5vj For this discussion,, ethical perspectives for leadtohip 

siijscalee ar^ defined ass rtt^ 20th century periodical study of educational 

leadership related to'ti^ science of hum^ conduct. Ralph Stogdill, thfj pioneer 

esearcher in leadership behavior states in his preface to the tfmSbock of 

ad^rship tha^ "Five decades of research in leader^ip have produced a 

ildering mass of findings" (Stogdill, 1974 VII). Iirfeed, the desire td know 

more about related ethical perspectives is in itself sufficient j(istification 

for undertaking a cbi^rrfiensiv® anlaysis of leadership. 

Robert Owens in his Organ izatic wal Be^iavior in Schools states that Aaerican 

education has rawed in this century from a^inistrative leadership theories of 

Classical theory (1900-19301 t0 Bt»EBi Illations theory (1930-1950) to Behavioral 

theory (1950-1970 J; (Owens: 28). Chester Schriesheiiaer imd Steven^lCerr 

indicate in the Bmt Larsen.book,. Leader^^ip i t% A'tfrtm Mfffi that the 

i 

priirary leadership theories from 1970 to ttie pres«rt: are; Fiedler's Contingefcy 
Theory of Leadership (aint and Larsens 10-13) and Evans and Bouse Path-Goal 




Tbeory of LeedexBhip Omt and laisens IMS) • The £aXIoidii9 diazt is usdfUl 
in further dialysis of relating tl^ry to theorist to s^isA theory to theory 

(xnseptt * « 

I£ADEHfflIP '^OBSBSt 1900-1980 



Leadership 

'^^u»ory 



Relations 
(1930-1950) 



Contingoicy 
Goal 

(1970-1980) 



Leadership 



Classical Taylor 



Kayo and' 
Associates 



BeUavior Waslow^ 



Herzberg 



McGregor 



Fiedler 



P.B* Evans 



R.J. H6use 



^jplied L^^dership Theory 

San viewed as extension 
of f^ory ffiachii^ry ' 
Lowering rmltary cost of 
factory product 

Prodt»98d idea of a «iell 
run ts^reaucracy 



aibocdinate need of 
belongingr morale, groa|> 
^ynaaiics and denoc ratio 



Bierarchy Of needs, 
satisfaction of nee^ is 
motivation 

TVo factory of 
laotivation 

X-Y Theory • 



Situation pli^ m 
ii^rtant role in leader 
1)ehavior ^ ' 

Compensatory oodsl, 
consistesicy aodfl mid 
mixture of the tuo 

Path-Goal Theory i^ 
motivation by situation 



Leadership Qieory 

Concepts 

Line mSt staff, span 
tmity of comand 



Line 3tnd staff, span 
^ of ccmtrpl and unity 

of OOBBBnd 

' Horale, group dynaiBic^ 
and participative 
si:^rvisicni 



Itole, reference grou{)s 
and leader b^iavior 



Role, reference grou^ 
and iea&r b^iavior 

Role, refen^ioe grans 
and leadter b^ior 

Relations, task 
structure and petition 



BBlations, task 
structure and position 
power 

Relatlcms, task 
structure and position 
power 



Briefly, tl* OasaSca^ ^Elieocy of l«aiiecsbip is a tiieory of 
organlzatiioiiaa b^iavior (1^)0-1930) lAich aAspted a t^oian celations 'c^f>roach 
focused \sgon the needs of the qivmp to pcoviae group mtk effieotiv<mss« 
Yet, the mman Relations fheocy- (193(^-1950) needed Leader Behavior Theory 
for dliectlOT ^ joint goal cmideration as fbtaid in the Brfiavioral Theory 

* 

CGiic^Jts. Kore cunently, Ocmtingmy astd Fath-Qaal Theories have organized 

« 

goal structure and motivation, "^la major leadership mibscales have been 
develqped^ in relatioh to the LSDQ SBca are related to thero fbiir basic 
aforementioned theories: 1) "lnitiati<Hi of StnM±ure* is the more formal 
classical bureaicr^ic 8id»cale?\id 2) ''OmsideratiiH^^ the more six!lally 
fwraanistically oriented sii>scale^ vindicated in the "Bmm Relation Model. 

Both the B^iavior Nq^ and the Contingency and Fatb-Goal models are 
caBbinati(»ss of Mlti^ion of Structure and Consideration: The B^iavior 
Model being .nore hiaiani^tic wd the Contii^eiK:y aid Path-Goal Hodels 
esi^izing bureaicratic ozganizati<»ial role soitels. Perh^, t}^ primry 
difference between the (toocratic Relations Nodel and the bureaucratic 

Classical Ifodel is the chsige of ^|^is over the <^cade| from leadership 
dialogue to contractual arrangements betiteen the leader and mdwrdinatee. 
luring the past thicty years, the from dialogue to contractual has . 

increased. 

Hhs following is a brief ej^ianatlcm of these basic leadership sutoscale 
terras; ■ '* ■ 

1. mitlafei^y q£ stnK±ufe refers jbo the lea^r*s behavior in 
delineating the relatlxsishlp between hiwsel^/herself and the 
9»dt>ers of his/her work jroop ard in endeavoring to establish \ 
well-<lef ined patterns of ocgsiizaticsis, chssmels of 
« conwnicaticn, and aethods of procedure. 



2« 0»islj^csft;ijc^ refers to beisi|7ior indicative of f riendbhi^, autual 
trast# le^peot, maA lOAxsth in the relatlon^^ betae^the leader 
and the isQrisers of ^hi^/her staff. 

(Balpins ^) 

TteiSf in tecas. of lelated ethical pet^jectlves^ can m af £ocd a> greater 
^diasis of Initiati(m_gf CcHisideraticm? Bman cc^di^ needs 

a balance of these two leadership dis^ioais (CVensj 120-125) . Teppet 
in a coii{»tehensive^*^^;^ of leader beh»rior for a dbc±oral dissertaticsi at 
Bofstra t&ilversit^ froiq 1974-1976, concluded that union contract j - 
negotlati<»ts in public schools of ^ York State required balanced 
Consideration and Initiation of ^ructure at the bargaining t^le to prevent 
t^ac^r strikes ("Dsppers 292) . EUrthexaore, Te^pger concluded that LHiQr 
Form XII Indicated that "scores showed the principal Biost active in the area 

of Ini%4(atic»i of StriKitares aid the teacl»rs representati^ra aost £K±ive in 

t 

the Gcmsideraticm area, thus <Bie finds a situation in which leadership can 
be shared,* CE^eppers distract p. 3) leaving time and opportunity for both 
leaders to anlay^e t|eir cxebifneS leadership effectiveness to elioinate the 

> 

strike potential, ^ , 

ito t^ as ^tagmatic as po^ible (egar)(iii\g ethical perspectives related 
to the Leadership Model, let us £fiply selected questions in the TJDQ, Pons 

0 

XII to the current choice of an e^tcational ^leader; this will help to ' 
underst^id Initiation of StriK^qre ssid Conslde'raticm describe the 
oirrent leadership models of O^itingency Theory (leaders are laotivated 

axx:.^llsh«„t, ana |*W5=al fteory il^rs function i. off. «wle«ntal 

and the aotivatlonal ii^pafA o£ specific b^iavibr is deteosined by 

subotdinates pressures and deaands) • fiact, we need to review the total 
I 
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deficci^ive poiiaitial of tlie lOiQt form XII to shoif hoir one can dfttecnine 
leader pcoductlvlty ssiA £bII(Mei; satisfaction to yield organisational 
cohBsiveneBS. A te a aj^ls of the LmQ, Form XII Ions 

pertaining to Initiation of ^nictuce CamiSet&iUmf i^ceas, l^ppendix B 
is, a chart of hov thea^.two lea^rship dimensicms are oirrently \|:elated to 
orgaiization c^teiv^iess.} 

Even though %«b currently a^i^c to be wtjving hack tomrd the Classical 
biiteauctatlc leailecship tteory, this does not swm to be in tuiw with recent 
Contingency and Path-Oqal Theori^ vhich w more oollegial than 
hierarchial; this can be to to the rising ethical peci^ectli^ of 
subordinates. Ess«Jtially, collegiality is strongly affected by social 
influeice and the need for the individual to cOTtrol hinise'l^/herself ^ .'Pluis, 
<Mie hopes the curreit trend in e&ication is not cmly ai«ay froK the 
^tocratic exercise of poier but toward a isbre ^effective personal 
involvaaent. In terms of organizaticm^ behavior thdory, Balpin describes 
this collegiality as a conbination of Initiation of Structure and 
CcmsJderation, Sticb m ethical pecspe^ive for e<%icational leaders ^vould be 
no re positive and fiinctioml in chan9^ technological society. 

In sunraary, ethical perqpectiv^^ are needed to gain insight into the - 
history of leader behavior expeclaVly as related to the current ei^hasis of 



Cdntingency Path-Goal Theories/, f Pros ethical situaticais the ec^ication 
profession cm analyse leadership ^>tential traits pressed as moral 
outcomes. i4hen £Bid if this process takes place, m may be able to select 
professionals ^ reflect the ethical traits that are necessary for 

« 

leadership b^iavior. Leadership should represent the positive relationship 
of the leader to the follower, fherefore, if one wire to use the I^DQ, Foris 
XII said its twelve siA»cales, cue oould detemlne vho is best qpialifled for 



'leadecship roles. Hicyh scx»res cm both Xhitiatlcm of ^nictuce mdi 
Ccmsld^atlcm sean positive ethical per^iectives for leadersh^ potential 
(See fipp&n5ix B, p. 3) . 

BShK^atlon csinot t)ecoffle a finite f^ipeiKiage to busii^s, corporation and 
' govehiaent leadership behavior. Our ethics ^o not coincide with these 
aforesoentioned sectors. Therefore, ethical perspectives cannot allow us to 
become structured into coo^puter systese an5 related advanced technological 

• 'If- 

alisinistrative procebires. mx^t maintain a high level of Consideration 
or the ethical val^^ of ediKiation will be in a state of quandry a*id 
con^isl<m. 
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lEAOER BEHAVIOR 0£SCRIPTI{»l (HIESTSWIRC-Form XII 

Orlqirtatfd by %Uff t^a^rs of 
The Ohio State Leadership Studies 
and revised by ttic . 
Bureau of Business Research 



DIRECTIONS: 



a. READ each itm carefully/ 

b. THINK about how frequently the leader engages In the behavior descr1t)ed ^y the Itein, 

c. DECIDE whether he/she (A) always. (B) often, (C) occasionally. (0) seld n (E) never 
act5 as described by the item. . 

d. DRAW A CIRCLE around one of the five letter (A B C 0 E) following th ■ iter? to show the 
answer you ha_ve selected, 

, A ■ Always i 

B • Often 
C » Occasionally 
> 0 = Seldw 

£ e Never 

* 

4. Lets group members knoifwhat is expected of them 

, 7. Is 'friendly and approachable 

14. Encourages the use of^unifor® ^ocedures.. 

17. Does litOe i^hings to make it pleasant to be a menijer of the group. 

24- Tries out ^ is/her ideas in. the group, t - 

27. Puts sugqtStions made by the'group into 'operation. 

34. Makes his/ ner attitudes clear to the group... T ........ 

3^. Treats all group members as his/her equals* 

44. Decides what shall be done and how it shall be done 

47. Gives »idvanc'^ notice of changes^. , 

64. Assigns grf)up meiTtbers to particular tasks 

57. Keeps to himself/herself • 

64. Makes sure that his/her part In the groujj is understood by 

the group nembers • 

67. L-oolts out for the personal >^l"fare of group members 

74. Schedules the work to be done 

77. Is willing to make changes 

84. M,iintains definite standards of performance... 

87. Rufuse*^ to explain hi^/h^ actions.'. : 

94. Asks that group members fpllow stamiard rules and regulations 

97. Acts without consulting the group 
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LEADER Behavior description questionnaire - form xii • 

The Leader Behavior Description Qiiestionnalre (LBDQ) was dcsirned * 
for uiije In obtaining descfipt lofts of a lukader by the prnun v^.ev:^b&rs 
whom he supervises or for uge in describing his own behivi'^r. • Ic 
provides scores of subfcales on twelvif di mens ions of behavior. 

1. Representatio n - speaks and acts as the representative of the 

group. T5, Items) 
*Acts as the spokesperson of the grdup- 

♦ 

2. Demand Reconciliation - reconciles conflicting detnanti*? and 

reduces disorder to system. <5 iteais) 
^Handles complex probleros efficiently. 

3. Tolerance of Uncertainty - Is able to tolerate uncert.ainty 

and postponement without anxiety or upset. (10 Ircrs) 
■*1^aits patiently for th-e results of a decision. 

4. Persuasiveness - uses persuasion and argument effectively . 

exhibits strong convictions. (10 items) 
•'Makes pep talks to stimulate the group . 

5. I nit 1 a 1 1 on of St rue t ur e - clearly defines vx-m role . and lets 

" Fbl lowe rs know what is expected. (10 icems) 
*Lets group members know what is expected of them. 



\ 



6 . Toleran ce of Freedom - allows followers scope for initiative, 
3ocisioif, and action. (10 items) 
♦Permits the members to use their own ludp.ment in solvi 
problems . 

^- H ole Assumption - actively exercises the leadership role rather 
than surrendering leadership to others. (10 Ilitsis) 
*ls hesitant about taking initiative in the s^rouo , 

8. Co ns idern t ion - regards the comfort , well-being, st.U'ja. ;jnd 

con trl'BTit ions of fol lowers , (10 items) 
*l3 friendly and approachable . 

9. Production Emphasis - appli,es pressure for productive output. 

(10 Itemsl 
*Encj«raf^es overtime work. 

ft 

Predictive Accuracy - exhibits foresir.ht and ability to predict 

outcomes accurately. (5 items) 
*Makes accurate decisions. 
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11 . I ntegra tion - maintains a closely knit organi:jat ion ; n- solves 

inceiTOtrtber conflicts, (5 items) , 
^ Keeps the group irking together as a team, 

12. superior Orientation - tna in tains cordi^al relations with 

superiors ; has influence with the^m; Is striving for 
hlghfer status. (10 items) 
*Gets along well with the people above him/her . 

*Satnple tterrt from questionnaire 

The tvelve d 1 mens i ons of behavior can be classified In to r vo 
g roup's oT^FeKiv ror ¥r^erson--orlent€d and work or lent o cTT' 

Cons iderat ion 

Pctson - oriented Leader Behaviors Work-oriented Leader 5eht r /iors 

Denurd Reconciliation Representation 

To It:. met? of Uncertainty * PersLMs Iveness 

Tolor-inct? 6f Freedom Initiation Scrucfuro 

ConM i duration Role Retention 

Frc'diccive Accuracy ^ Production Krophn^iis 

Intiejf.rat ion Influence with Superiors ' 

Group productivity is somewhat more highly related to structure 
lian co!js Ic^rat Ion , 

'•'orr.her satis taction is somewhat more highly related to cons i Jor at ion 
Chan structure. ~ ~ ~ 

Croup cohesi\'<'ness Is related about equally to con s^lde r n r 1 o-n ymd 



Cnnn 1 c!c rii: ion and structure interact to Influence prodticri / 
rui t 1 l^iK \ ion . 



i ^ >rmd 



Thfc^ xviosi e ffective leaders tend "to ^bg described hlj^h ^ ^ r?; h ales 

^ ?^'.ryn~or lented behaviors , more often than work -oriented b€'h,aviors 

R are ncr,.iTlveTy assooTaFeSf with productivity. 

0 

0 Croup productivity tends to respond favorably to pcr^?qn- or U r- rd 
U leadership under conditions of medlufn structure and strc;-i ~ 
C 

^ '"■ork-'Or ienf ed beh aviors indicates that these stvles of It'.Hlt'rs* Ip 

1 II r c rx)r< often than not related positively ro productivi i v 
V 

I Crcur rrcduct 1 vl ty tends to be cahanccf! by a vork --or i^cn ^ ;;?..• le 

T cf le idership under conditions )f vrry low or very TTfpJv .t rufure 

Y ,ind stress. 
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/ Cons Idera t ion 

^ ^ ^er^on-o^lented patterns of leadership tend to enhance enployoe 

0 A sat ts£action. ^ 
L T . 

I, I Person-oriente d leadership tends to increase member satisfaction 

0 S in smairi TnFeract ion- oriented groups. 
W F ' 

E A Vork -or i «n ted behaviors , with the exception of' initiating 

r R C scructureT^tend to depress satisfaction. 
T 

I ^^ork-oriented leadex^Mp is associated with jnember sa,|:is fact ion 

0 In larf,<j, task- or ientea groups t 

N 

Initiation of Structure and Consideration 

C Person- orien ted behaviors, with the exception of permissiveness, 

0 tend to strengthen grouc*«£ohe8iven^ss . ^ 
H 

E Among the per son-oriented behaviors, those providing freedom for 

S member participation in group activities and showing concern for 

1 followers' welfare and comfort are consistently related to r.roup 
V cohesiveness . 

E 

N Among the york- oriented behaviors, the ^^t tern that structures 

i: member expcFtations is %ini^ormlv related to grouD cohof? ivcnes.s . 
S 
S 



Initiation of Structure 
and Consideration Axis 
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Apoendlx C . . 

Nummary: Theovlst and Applied Theory^ ^ 
Fredrick V[. Taylor - 

Fredrick 'W. Taylor was a Classical Theorist with a scientific 
and engineering background who was influenced by Wopdrow ^Jilyon. 
He was interested in lowering the unitary cost of factory production. 
His ideas led to time and motion studies. Frank B. Ciiborth's 
^o<iV Cheaper by the Dozen^ was influenced by Taylor. Minin.al inter- 
personal contacts we^e stressed. Man was viewed as an exttnslon 
of factory machinery. 

J 

Max VJeber - 

Weber was a Classical Theorist who producted a useful durable, 
brilliant work on administrative systems - bureaucracy. He felt 
a wgU run bureaucracy would be fairer, more iraparcial, r.orc pre- 
dictable, a»<J more rational^ than powerful individvials . 

Abraham Mas low - 

The concept of human need is central to Maslow's Thoorv. { 
ftanlow conceptualized a hierarcjiy of need^ arranged In oi dor «if 
.•.nrenF,th. The appearance of hi^^her needs usually deoendr, u' on the 
satisfaction of lower needs. Maslow's „llst of human need i in 
order from 1-5 are: 

I. Physiological needs. 

2. . Safety needs. 
W 

3. Love needs. 
A. Esteem needs. 
5. Need for Iflf-actualization. 
Frederick Herzb cr^^ - 

. Herzberg was a part of the Human Relations Movement in 
Administrative Theory. Herzberg feels the maturing of ^^roup .lynamics 
in m;»nagement has added to the ranj^e of available motivational 
InducemGnts. Man's compelling urpe to realize his potent ia^ty 

by continuous psychological growth. He/she places a y.rv ^i tie -l of 
emphayis on group mofale. 

Herzberg' s two factory Theory of Motivation contained. 
1) motivational factors that lead to job satisfaction; and 2) main- 
tenance factors wf*ch must be present for motivational factors to 
come Into play. Imen maintenance factors are not' suf f lei ently 
present motivational blockage can occur and Job dissatisfaction may 
fol low . 



Douglas McGregor' 



McGregor's X, Y Theory drew ^eavlly on Maslow's Theory. 

McGregor's X Theory - 

Average human being has an inherent dislike for work and 
S^ill avoid It If he or shei c^n. Because of this the humn mus,t 

coerced, controlled, directed to force them to put adeqiiefe 
effort. The average human wants security above all else. 

McGregor's Y Theory - 

If work is^ satisfying, it is as neutral as play. If people 
are conanitted to the organizations goals, they will exercise self 
direction'and self-control toward the attainment of those goals. 
The average human being learns to seek and accept responsibility 
under proper conditions. Creativity, ingenuity and , imagination 
are widespread. 

Administrate rs yho accept McGregor's X Theory will differ 
from those who 'ccept Y in the way they deal with peoplr. 

X and Y are asstunptlons upon which individual^ an* 1 Ikcly to 
base their view of humankind. 

Andrew Halpin *- 

Andrew Halpin was a Behavioral Theorist who believed per- 
sonality was to the individual what organization "* climate is to 
the organization. Behavior is a fiinction of org( zational role 
and personality. The concept of organizational Ci-imate is n use- 
ful way of viewing, organizational behavior in schools. It allows 
jFor development of strategies for directing and control linr^ b"c* 
havlor more effectively. The person and the or^.anlzatl onnl 
environment are component parts of one situations. They are 
inseparable . 

Fred Fiedler - 

Reviews of research literature have shown that neither the 
structuring nor the considerate leader is consistently Tnore 
effective. Participative management has been effectlvo in some 
situations but not in others. Fiedler's Contingency Trcory in- 
dica*tes the situation plays an important part, in shapin leader 
behavior. 

Fiedler sought to classify different situations in terms of 
favorableness to the leader. He If eves that leadership per- 
formance depends as much upon the organization- as it doo.s on the 
leader.s own attributes. * 



/ 

/ ■ 



Evanrf Identified tl^ree major types of ieaoersbip contingency 
models. The first of these^ the compensatory model, proposes that 
certain Aspects of organizational structure must be compensated by 
certain/ leadership style. The second is opposi^te: a consistency 
style. / The third is a mixture of the two. 

R.J. House - ^ 

/Characteristics of personality act in conbination with. 

situational factors co cause behavior. 

/ ' ' . ' - 

The Path-Goal Theory proposed by i House derived from earlier 
work of. Evans, first states -the leader' s . function is a supple- 
mental one. Secondly, the motivational impact' of specific leader 
beh/avior is determined by the situation. 

The Path-Goal Theory is intended to exnlaln the relationship 
between leader behavior and the motivations of subordir\ates . 
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